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What I am going to talk about 


• Short Hitman overview 

• Hitman "2016" from vision to today 

• Key lessons learned, takeaway points 


Q&A 


A short overview 

About Hitman 



16 years of Hitman 


The Starting Point 

• 5 major games in 12 years 

• Hitman: Absolution - best selling Hitman by then 

• Winner of 41 best game awards 

• 11.3m tracked unique online players 

• 3.3m users played Contracts, the multiplayer mode 

• 1 .4m users created 3m Contracts 

• Over 30m Contracts were played so far 

• The top contract was played 1 .4m times 

• Still 300k unique active monthly users 









“Hitman” = Agent 47 
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Why change anything? 

The Vision 



HITMAN (2016) 

• Focus on player freedom and creative 
sandbox gameplay that 

made the series great 

• Create the biggest and most complex 
Hitman sandboxes ever built 

• Build the foundation for a live 
and ever expanding 
“World of Assassination” 


The case for digital episodic AAA 


Opportunities 

• Already 2014 the overall market started transitioning into digital, 
also on consoles 

• You can be much more open and inclusive towards your fans 

• Your margin per unit is over two times bigger than disc 

• Therefore you can tailor your game to your fan base 
rather than aim for the lowest common denominator 

• You can innovate faster, engage longer and improve more often 
than with a traditional one time release 

• You can create more coverage with frequent releases 

• Flexible pricing models have the potential to acquire 

new customers and fans and you are in control of the pricing 

• You are close to your players and your players are close to you! 



By James Brightman 


The company is raising its full-year non-GAAP 
outlook thanks to the better than expected 


Activision Blizzard has just announced its third-quarter 
earnings, showing improvements year-over-year in 


Destiny, Hearthstone, WoW push 
Activision Blizzard to record Q3 
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Digital-only games account for 66% of 
console releases - EEDAR 


PERCENTAGE OF TOTAL RELEASES BY DISTRIBUTION TYPE 

(MICROSOFT. NINTENDO. & SONY CONSOLES] 
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Who needs to be on board? 


A Change of Minds 


• The Shareholders 

• The Development Team 

• The Publishing Teams 

• The Sales Teams 

• 1 st Parties 

• The Distribution Partners 

• The Players 

• Press 


► A completely new sales and development strategy 

► Uncertainty facing the unknown 

► No experience with selling big numbers digitally 

► Fear for their jobs 

► Policies don’t allow for such a model in the full price space 

► “Where’s our margin?” 

► “You are selling us an unfinished game!” 

► “We understand! But, how does it work again? What can we call it?” 



Research, validate, evangelize 


Partners & Tools 


BIGsolutions 


EfiEHia 


• Continuous market research 

• Continuous user research 

• Established steering group and war-room group 

• Created “Hard Facts” and “Soft Facts” 
collection and analysis methods 




Execution 

The Journey So Far 



The journey so far 


Overview 
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E3 reveal initial reactions 



Square Enix Might Just Change Gaming 
With 'Hitman' 


The title isn't new Hitman has been around since aooo, with the PC 
game Hitman: Codename 47 As a senes, it's sold over 10 million 
copies across five games, averaging just over 2 million per title. The 
premise is the main character is a clone known as 47 who has been 
trained to become an assassin He kills his creators and joins a group 
called the ICA. the International Contract Agency (professional 
assassins) His reputation as one of the greatest assassins the world 
over grows with each game. Based on that fact, it should be a little 
more shocking that no one recognizes him, but that’s a story for 
another day. 

At the 2015 F.3 convention. Square F.nix and F.idos Montreal 
announced the six game in the senea, due to come out later in the year Why should 
this mailer? Because this Hitman is going to change gaming forever 
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HITMAN situation 
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Meanwhile in the community 


More Confusion 



flexible pricing 
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The pricing structure makes it a little more bearable but ugh. only three maps at launch is beyond 
disappointing I really want to pick this up as a long-time fan of the senes, but I'm going to have to wait 
and see how I feel about it around the time of release I dont mind them trying new release plans but at 
the very least give me ten maps or something Three is just pathetic I have a feeling that a lot of people 
are going to feel npped off come launch day 




Finding the right voice 
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No Perfect Way to Answer 
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Post GamesCom 
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Reveal to halfway to release 


Important Lessons Learned 

• Being transparent can hurt (a lot) and nobody trusts a publisher 

-> Choose what fits your vision and take it through 

• Finding the right language is a huge challenge 

-> Use existing terms wherever possible 

• A live game must not be static (what’s the point then?) 

-> Don’t promise deliverables, promise ambition and 
work with partners that are able to think the same way 



The journey so far 


Overview 
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Changing the tone 


Clarity and skepticism 
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A build speaks more than thousand words 


The Beta & Previews 




The months up to release 


Important Lessons Learned 

• If your message is complicated, don’t deliver many at once 

-> Message one “headline” at the time 

• If you are groundbreaking in one area, be conservative in others 

-> Choose what to innovate and what to keep steady 

• A Beta is a huge help for development and marketing 

-> Time your beta accordingly, polish it, and leave room for changes 



The journey so far 


Overview 



FRIENDS & FAMILY ALPHA 


BETA 


WEEKLY PULSE 

ELUSIVE TARGETS or ESCALATION CONTRACT or CHALLENGES 



Season premiere time 
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Hitman: Episode 1 hits targets 
too soon - Video Game Review 
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The reviews 


Praised For 

• The best of Blood Money and Absolution 

• Huge replayable non-linear sandbox 

• Level design and gameplay quality 

Criticized for 

• Episodic release model 

• Requires live connectivity + launch server issues 

• Load times on some consoles 



The discussions 
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Polarized Community 


• Very strong voices pro and con 

• Most negativity from people 
who haven’t played the game 

• Strong opinions on “how it should be” 

• “I’ll wait for the disc” meme... 

• ...clashes with “It fits perfectly” 
from active players 


Critic Reviews 


User Reviews 



Positive: 

Mixed: 19 

M ixed : 

Negative: 0 

Negative: 


Write a Review 




Running the season 


Now You are Showrunner 


• Submisssion after submission 
will follow 

• You are heavily dependent 
on 3 rd parties: 

• ISPs 

• Cloud service providers 

• 1 st party authentication 
servers 

• Distributed global 
release teams 
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Running the season 


Important Lessons Learned 

• Changing something as fundamental as a release model 
will affect your score 

-> Focus on the roots 

and don’t neglect what made the franchise great 

• Everything is your fault, no matter where the issue lies 

-> Tightly integrate your community team into the development team 

• Avoiding death-march style crunch becomes mission critical 

-> Don’t create a live team, manage your workload 



The journey so far 

Overview 
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Mid season sentiment change 
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Appreciation 



A long game 

Daily New Players 




A long game 


Daily New Players 
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Daily active players 

Monthly Beat 


First Elusive Target 




Escalation Contracts, Featured Contracts, Elusive Targets 


Weekly Pulse 
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Content activity 


What Players Play 
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Mid season sentiment... 


It Starts to Work 
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An interesting observation 


Episodic Games & Scores 



Game 

PS4 

M Life is Strange: Episode 1 • Chrysalis 
Release Date: Jan 30, 2015 
Rating: M 

Publisher Square Enix 

Chrysalis is an introduction to the world of Life is Strange. You'll see Max and Chloe reunite and you'll 
make important choices that will influence their destiny. You will observe some of the... 

Game 

PS4 

■VI Life is Strange: Episode 2 - Out of Time 

Release Date: Mar 24, 2015 
Rating: M 

Publisher Square Enix 

Reunited with her friend Chloe, Max begins experimenting with her power and starts to wonder if it is 
related to her visions or the weird snow from the previous day. But life goes on in Blackwell... 

Game 

PS4 

Life is Strange: Episode 3 - Chaos Theory 

U Release Date: May 19, 2015 
Rating: M 

Publisher Square Enix 

In the third installment of Life is Strange, Max & Chloe ramp up their investigation to find out what 
exactly is going on at Blackwell Academy and the whereabouts of Rachel Amber. Secrets will be... 

Game 

PS4 

Life is Strange: Episode 4 - Dark Room 

Release Date: Jul 28, 2015 
Rating: M 

Publisher Square Enix 

Darkroom follows the antics of series protagonist, Max, as she attempts to uncover the mystery 
behind the disappearance of Rachel Amber and get to the bottom of the bizarre happenings in 
Arcadia... 


I hitman I 


Game 

PS- 

1 

Hitman - Intro Pack 

Release Date: Mar 11, 2016 
Publisher Square Enix 

With the Intro Pack, you’ll get an introduction to the world of HITMAN, with the Prologue and Paris 
episode. You’ll get full access to Contracts Mode, Escalation Mode, elusive targets and all other... 

Game 

PS4 

HI Hitman - Episode 2: Sapienza 

I Release Date: Apr 26, 2016 
Publisher Square Enix 

The 2nd installment of HITMAN finds Agent 47 traveling to the beautiful, sun-drenched coastal town of 
Sapienza, Italy. This episode adds a new story mission, new challenges, new weapons and gear,... 

■ Game 

■ PS4 

■VH Hitman - Episode 3: Marrakesh 
Release Date: May 31 , 2016 
Publisher Square Enix 

Hitman Episode 3: Marrakesh presents players with a range of new in-game Challenges and 
Opportunities that keep them busy along with an entirely new setting for Escalation Contracts and 
Elusive... 


□ Life is Strange: Episode 5 - Polarized 

Release Date: Oct 20, 2015 
Rating: M 

Publisher Square Enix 

In Episode 5: Polarized Max learns that time is impossible to control as she moves inexorably towards 
the most agonizing decision of her life. Arcadia Bay, meanwhile, is preparing to weather a huge... 


0 Life is Strange 

Release Date: Jan 19, 2016 
Rating: M 

Publisher Square Enix 

Life is Strange is a hand drawn work of art and every action enacts a butterfly effect - but with the 
power to rewind time, what would you change? And would it turn out to be a change for the... 




Running the season 


Important Lessons Learned 

• Episodic games tend to score higher later, once fully understood 

-> Keep your price point as steady as you can afford 

• Talking about improvements and new features “after the fact” 
makes things very clear and reduces cynicism 

-> Use release notes to talk to players and press 


Content extensions bring people back and events retain them 

-> Plan for activities and regular additions 



Some more lessons learned... 

Concluding Recommendations 



Impact on the development team 


Attitude Change 

• Internal “First Live” build ► Overcoming fear of shipping something early 

• Updating this internal build ► Practice “CRM”, running a service, applying updates while played 

• Upgrading to vertical slice ► Monthly release mindset, backwards compatibility 

• Upgrading to closed alpha ► First touch point with real consumers 

Effect on Team 

• Game first ► Technology focused developers also need to love the game 

• Deployment and runtime stability ► Technical QA even more important 

• Engine advancement ► Introducing flexibility, deterministic deployments etc. 

• Inclusive build delivery model ► All builds come via Steam and platforms 



How to apply it yourself 


General Recommendations 

The digital distribution has fully reached the console market 

• Think about how your brand can utilize these opportunities 

• A transition takes a long time and needs patience 
and education across the entire organization 

• Be mindful not to force a live episodic model onto a concept 
that can’t benefit from it 

• Exposing yourself to your players allows you make better games 


And that alone is worth it! 
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Questions & Discussion 
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Hannes Seifert 
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